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EXECUTIVE SUMMARY: Thirty years ago, Dustin and McAvoy (1984) 
published an essay in Environmental Ethics titled “Toward Environmental 
Eolithism.” The article compared and contrasted two distinct orientations to 
environmental planning and management: the design mentality and the eolithic 
mentality. The authors concluded that the more popular design mentality lacked 
VXI¿FLHQWÀH[LELOLW\DQGDGDSWDELOLW\WRPD[LPL]HSHUIRUPDQFHDQGWKDWWKHPRUH 
obscure eolithic mentality was a superior orientation to environmental planning 
and management. ,Q WKLV DUWLFOH ZH H[WHQG WKH ORJLF RI WKDW Environmental 
Ethics HVVD\ WR FULWLFL]H D SRSXODU RIIVKRRW RI WKH GHVLJQ PHQWDOLW\²VWUDWHJLF 
SODQQLQJ²DV LW LV FRPPRQO\ FRQGXFWHG LQ SDUN DQG UHFUHDWLRQ DGPLQLVWUDWLRQ 
and then discuss how an eolithic perspective might complement the strategic 
planning process. We begin by describing the similarities between strategic 
planning and the design mentality as well as the shortcomings of strategic 
planning in a rapidly changing world. We then consider the eolithic mentality’s 
yin to strategic planning’s yang. We stress the futility of planning for a future 
that cannot be predicted, and, consequently, how important it is for park and 
recreation administrators to keep an open mind, be opportunistic, and take 
ULVNV LQ D ZRUN ZRUOG FKDUDFWHUL]HG E\ VHUHQGLSLW\²WKH GLVFRYHU\ RI YDOXDEOH 
but unforeseen opportunities that strategic planning, by its very nature, cannot 
anticipate. Finally, we conclude the article by discussing the management 
implications of both the design and eolithic orientations to park and recreation 
administration. We anchor our thinking in the management writings of Drucker 
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0LQW]EHUJ¶VFULWLTXHRIVWUDWHJLFSODQQLQJWKHV\VWHPVWKLQNLQJ 
of Meadows (2008) and Ackoff  (1983, 1979), and the contributions of other 
forward-looking theorists renowned for their entrepreneurial spirit and proclivity 
for proactive leadership. 
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Planning, as the term is commonly understood, is actually incompatible with an 
entrepreneurial society and economy. Innovation does indeed need to be purposeful 
DQGHQWUHSUHQHXUVKLSKDVWREHPDQDJHG%XWLQQRYDWLRQDOPRVWE\GH¿QLWLRQKDV 
WREHGHFHQWUDOL]HGDGKRFDXWRQRPRXVVSHFL¿FDQGPLFURHFRQRPLF,WKDGEHWWHU
VWDUW VPDOO WHQWDWLYH ÀH[LEOH ,QGHHG WKH RSSRUWXQLWLHV IRU LQQRYDWLRQ DUH IRXQG 
on the whole, only way down and close to events. They are not to be found in the 
massive aggregates with which the planner deals of necessity, but in the deviations 
WKHUH IURP²LQ WKH XQH[SHFWHG LQ WKH LQFRQJUXLW\ LQ WKH GLIIHUHQFH EHWZHHQ ³WKH 
glass half full” and “the glass half empty,” in the weak link in a process. By the time 
WKHGHYLDWLRQEHFRPHV³VWDWLVWLFDOO\VLJQL¿FDQW´DQGWKHUHE\YLVLEOHWRWKHSODQQHU 
it is too late. Innovative opportunities do not come with the tempest but with the 
UXVWOLQJRIWKHEUHH]H'UXFNHUSS± 
6WUDWHJLFSODQQLQJLVZLGHO\HPEUDFHGDVDSUHIHUUHGZD\IRUDQRUJDQL]DWLRQWRGHVLJQLWV 
IXWXUH2UJDQL]DWLRQVRIDOONLQGVURXWLQHO\EULQJWKHLUPHPEHUVWRJHWKHUWRFRQGXFWVWUHQJWK 
weaknesses, opportunities, and threats (SWOT) analyses, and based on those analyses, to map 
RXWDIXWXUHWKDWPD[LPL]HVWKHVWUHQJWKVDQGRSSRUWXQLWLHVZKLOHPLQLPL]LQJWKHZHDNQHVVHV 
and threats. Strategic planning is a highly deliberative process that is intended to clarify 
RUJDQL]DWLRQDO JRDOV DQG REMHFWLYHV LQFHQWLYL]H HPSOR\HH EHKDYLRU DQG RWKHUZLVH DYRLG 
the chaos of blindly tripping and falling into the future. While acknowledging the merits of 
strategic planning, the purpose of our article is to point out its weaknesses, especially as they 
relate to the future’s unpredictability, and to offer an alternative perspective that should serve 
DVDFRQVWDQWFRPSDQLRQWRVWUDWHJLFSODQQLQJ²DQHROLWKLFPHQWDOLW\ 
&RQVLGHU WKH FODVVLF H[DPSOH RI D FDYHPDQ ZDONLQJ FRQWHQWHGO\ LQ D ¿HOG ZLWK D IXOO 
belly and nothing in particular on his mind. Suddenly, he trips and falls over a rock shaped 
like a spearhead, not that he has ever thought about a spear, let alone a spearhead. A light goes 
RQLQKLV1HROLWKLFFUDQLXPDQGKHFRQVLGHUVIRUWKH¿UVWWLPHLQWKHKLVWRU\RIKXPDQNLQGWKH 
SRVVLELOLW\RIDVSHDUZLWKDVSHDUKHDGDI¿[HGWRLW+HEHJLQVWRWKLQNDERXWWKHSRVVLELOLWLHV 
IRU KXQWLQJ IHHGLQJ DQG FORWKLQJ KLV IDPLO\ DQG VHOIGHIHQVH +H WDNHV KLV QHZO\ IRXQG 
discovery back to the cave with him, and the rest, as they say, is history (Storm, 1953). 
Now fast forward several thousand years to 1943. Edwin Land, a pioneer in photography, 
KDVMXVWWDNHQ D SLFWXUHRIKLV\HDUROG GDXJKWHU-HQQLIHURQ DQ RXWLQJ LQ 6DQWD )H 1HZ 
0H[LFR-HQQLIHUDVNVZK\VKHFDQQRWVHHWKHSKRWRLPPHGLDWHO\,WZDVDWKRXJKWWKDWKDG 
never crossed her father’s mind, but he soon became obsessed by it. Inspired by his daughter’s 
impatience, Mr. Land invented the Polaroid Land Camera that could develop a photograph 
almost immediately after its creation (Bello, 1959). 
&ULWLFDO WR WKH XQIROGLQJ RI ERWK RI WKHVH VWRULHV LV RSHQQHVV WR VHUHQGLSLW\²WKH 
discovery of things not sought for. This openness is the heart and soul of eolithic thinking, a 
way of interacting with the world that allows a person to literally trip and fall into the future.
,QGHHGDQ³HROLWK´LVW\SLFDOO\GH¿QHGDVDFUXGHO\FKLSSHGÀLQWRU6WRQH$JHWRROWebster’s 
Collegiate Dictionary,,WV\PEROL]HVUHFHSWLYLW\WRHYHQWVDQGVXUUHQGHULQJWRDIXWXUH 
that cannot be planned. So equipped, eolithic thinkers are always on the lookout for new ways 
of doing things, even if they require dramatic divergences from the way things have been 
done in the past. 
,QWKHIROORZLQJSDJHVZHH[DPLQHWKLVOHVVHUNQRZQHROLWKLFPHQWDOLW\E\FRPSDULQJ 
and contrasting it with the more common design mentality. We make these comparisons 
LQ WKH FRQWH[W RI VWUDWHJLF SODQQLQJ EHFDXVH ZH EHOLHYH VWUDWHJLF SODQQLQJ LV RQH RI WKH 
most prominent manifestations of a design mentality. While acknowledging the usefulness 
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of strategic planning, we reason that the strategic planning process should always be 
accompanied by an eolithic orientation to the planning process that invites, welcomes, and 
embraces an uncertain future. 
Strategic Planning and the Design Mentality 
Now imagine that same caveman, or that same Edwin Land for that matter, confronted 
with the same set of circumstances. Only this time, imagine they were both equipped with 
a design mentality; that is, they knew what they wanted from the world and they knew 
ZKDW ¿W WKHLU SODQ DQG ZKDW GLGQ¶W 8QOHVV WKDW HROLWK VKDSHG LQ WKH IRUP RI D VSHDUKHDG 
resonated with the caveman’s a priori understanding of what was useful, he might well 
have dismissed it as unimportant. The same could be said of Mr. Land if his mind were set 
RQ ZKDW ¿W LQWR KLV SUHH[LVWLQJ YLVLRQ RI WKH IXWXUH RI SKRWRJUDSK\ ,Q ERWK LQVWDQFHV D 
design mentality would likely have closed rather than opened a door to the future. 
Strategic planning can be thought of in similar terms. Typically, strategic planning 
LV GH¿QHG DV ³D GHOLEHUDWLYH GLVFLSOLQHG HIIRUW WR SURGXFH IXQGDPHQWDO GHFLVLRQV DQG 
DFWLRQV WKDW VKDSH DQG JXLGH ZKDW DQ RUJDQL]DWLRQ RU RWKHU HQWLW\ LV ZKDW LW GRHV DQG 
why it does it” (Bryson, 2011, p. 26). Strategic planning commonly proceeds as a series 
RI VWHSV EHJLQQLQJ ZLWK D FOHDU XQGHUVWDQGLQJ RI DQ RUJDQL]DWLRQ¶V YLVLRQ PLVVLRQ DQG 
JRDOVIROORZHGE\DQHQYLURQPHQWDODQDO\VLVRIDQRUJDQL]DWLRQ¶VVWUHQJWKVZHDNQHVVHV 
opportunities, and threats (i.e., a SWOT analysis), and concluding with the construction of 
DQRUJDQL]DWLRQDOVWUDWHJLFSODQEDVHGRQWKHUHVXOWVRIWKH6:27DQDO\VLVLQOLJKWRIWKH 
vision, mission, and goals. 
Note that the strategic planning process is governed by a design mentality. Strategic 
SODQQLQJ DVVXPHV WKH RUJDQL]DWLRQ¶V VWDNHKROGHUV ZLOO NQRZ DQG DJUHH XSRQ WKH 
RUJDQL]DWLRQ¶VYLVLRQPLVVLRQDQGJRDOV,WDVVXPHVD6:27DQDO\VLVZLOOEULQJWROLJKW 
the critical inputs required to achieve the strategic plan’s desired outputs over time. It 
assumes further that the success of the strategic plan will be ensured through “buy in” 
E\ WKH RUJDQL]DWLRQ¶V VWDNHKROGHUV ZKR ZLOO ³RZQ´ WKH VWUDWHJLF SODQ DQG UHO\ RQ LW IRU 
future guidance. Finally, the strategic planning process anchors itself in the underlying 
proposition that the unfolding of future events can be anticipated, controlled, and planned 
0LQW]EHUJ 
Strategic Planning’s Shortcomings 
In the Rise and Fall of Strategic Planning 0LQW]EHUJ  FKDOOHQJHV WKH 
usefulness of strategic planning as a way to prepare for the future. Indeed, he suggests 
WKDW VWUDWHJLF SODQQLQJ LV DQ R[\PRURQ EHFDXVH VWUDWHJ\ E\ LWV YHU\ QDWXUH FDQQRW EH 
planned. Planning, he avows, is about analysis, while strategy is about synthesis. Analysis 
LQIRUPVSODQQLQJEDVHGH[FOXVLYHO\RQNQRZQLQIRUPDWLRQEXWLWSURYLGHVQRJXLGDQFHWR 
WKH SODQQHU IRU YDULDEOHV WKDW DUH XQNQRZQ+HDUJXHVIXUWKHU WKDWVWUDWHJLF SODQQLQJ FDQ 
even be counterproductive by illustrating how the strategic planning process can destroy 
FRPPLWPHQWQDUURZDQRUJDQL]DWLRQ¶VYLVLRQGLVFRXUDJHFKDQJHDQGEUHHGDQDWPRVSKHUH 
RI SROLWLFV +H WKHQ GHVFULEHV WKUHH EDVLF IDOODFLHV RI WKH VWUDWHJLF SODQQLQJ SURFHVV WKDW 
GLVFRQWLQXLWLHV FDQ EH SUHGLFWHG WKDW VWUDWHJLVWV FDQ EH GHWDFKHG IURP DQ RUJDQL]DWLRQ¶V 
RSHUDWLRQVDQGWKDWWKHSURFHVVRIVWUDWHJ\PDNLQJLWVHOIFDQEHIRUPDOL]HG 
0LQW]EHUJ VDYHV KLV ELJJHVW FULWLFLVP RI VWUDWHJLF SODQQLQJ ZKDW KH UHIHUV WR DV LWV 
“grand fallacy” for the culmination of his argument. “Because analysis is not synthesis,” he 
concludes, “strategic planning is not strategy formulation” (1994, p. 321). Put differently, 
DQ RUJDQL]DWLRQ¶V SODQQLQJ IXQFWLRQ LV IXQGDPHQWDOO\ GLIIHUHQW IURP LWV VWUDWHJL]LQJ 
IXQFWLRQ:KLOHWKHIRUPHULQYROYHVDVHULHVRIIRUPDOL]HGVWHSVWRWDNHDSDUWDQGDQDO\]HDQ 
RUJDQL]DWLRQ¶VFRPSRQHQWSDUWVWKHODWWHULQYROYHVLQIRUPDODQGRIWHQLQWXLWLYHSURFHVVHV 
WR V\QWKHVL]H ZKDW LV OHDUQHG LQWR DQ RUJDQLF DQG KLJKO\ DGDSWLYH PDQDJHPHQW VWUDWHJ\ 
Moreover, while the planning process often results in identifying perceived strengths, 
ZHDNQHVVHVRSSRUWXQLWLHVDQGWKUHDWVRIDKLJKO\JHQHUDOL]HGQDWXUHVWUDWHJL]LQJUHTXLUHV 
D WKRURXJK XQGHUVWDQGLQJ RI VSHFLDOL]HG FRQWH[WV ZLWKLQ ZKLFK WKH UHVXOWV RI DQ\ VXFK 
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6:27 DQDO\VLV DUH SXW WR XVH 3XW GLIIHUHQWO\ VWLOO ZKLOH SODQQLQJ LV RIWHQ FKDUDFWHUL]HG 
E\DVHQVHRIGHWDFKPHQWIURPWKHGD\WRGD\RSHUDWLRQVRIDQ RUJDQL]DWLRQ VWUDWHJL]LQJ 
demands a “sleeves rolled up” embeddedness in those same operations. Managers are 
FDOOHGXSRQWRH[HUFLVHERWKKDUGDQGVRIWVNLOOVLQFDUU\LQJRXWWKHLUUHVSRQVLELOLWLHVZKLFK 
requires tacit knowledge (Polyani, 1966), or intuitive understanding, as well as factual 
LQIRUPDWLRQ$V0LQW]EHUJFRQFOXGHV 
It follows that (a) managers must take active charge of the strategy-making 
process; (b) in so doing, they must be able to make use of their tacit knowledge; 
(c) which means that their intuitive processes must be allowed liberal rein; 
and (d) for that to happen, they must have intimate contact with, rather than 
GHWDFKPHQWIURPWKHLURUJDQL]DWLRQ¶VRSHUDWLRQVDQGLWVH[WHUQDOFRQWH[W´ 
pp. 268–269). 
,Q VXP LQ D ÀXLG DQG FRQVWDQWO\ FKDQJLQJ HQYLURQPHQW VWUDWHJLF SODQQLQJ¶V 
VKRUWFRPLQJV DUH PDJQL¿HG EHFDXVH ZKDW LV FDOOHG IRU LV QRW D ¿[HG FRPPLWPHQW WR D
SUHGHWHUPLQHG SODQ EXW RUJDQL]DWLRQDO ÀH[LELOLW\ WKDW DOORZV IRU DGDSWDWLRQV DQG 
DGMXVWPHQWV LQ TXLFN UHVSRQVH WR FKDQJLQJ FLUFXPVWDQFHV %RXUJHRLV  ,QGHHG 
WKLV NLQG RI QLPEOHQHVV W\SL¿HV PDQ\ FXWWLQJ HGJH PDQDJHPHQW VW\OHV LQFOXGLQJ DJLOH 
PDQDJHPHQW 0HGLQLOOD  DQG %OXH 2FHDQ VWUDWHJL]LQJ .LP  0DXERUJQH  
In each case, administrative and managerial leadership is required that is “in touch,” open 
WR FKDQJH UHFRJQL]HV ZKHQ FKDQJH LV FRPLQJ DQG UHVSRQGV VZLIWO\ WR QHZ FKDOOHQJHV 
DQGRSSRUWXQLWLHVDVWKH\DULVH$EHOO:LOGDYVN\FKDUDFWHUL]HVWKLVZD\RI 
VWUDWHJL]LQJDVPRUHDUWWKDQVFLHQFH,WLVGULYHQE\SHUVRQDOYLVLRQFUHDWLYLW\LQQRYDWLRQ 
risk-taking, and an eolithic mindset. 
The Eolithic Mentality 
To evaluate eolithic thinking, it is best to begin by considering what it is not. Eolithic 
thinkers do not forgo goals or purposes in their work. They do not invite disorder or 
FKDRV DQG WKH\ DUH MXVW DV DPELWLRXV DV WKHLU GHVLJQWKLQNLQJ FROOHDJXHV 7KH\ WRR DUH 
FRPPLWWHGWRWKHLURUJDQL]DWLRQ¶VORQJWHUPVXUYLYDO%XWZKDWVHSDUDWHVHROLWKLFWKLQNHUV
IURPGHVLJQHUVLVWKHLUKLJKO\ÀH[LEOHDGDSWDEOHQDWXUH7KLVÀH[LELOLW\DULVHVWRGHDOZLWK 
DVLPSOHDQGXQGHQLDEOHUHDOLW\²LWLVQHDUO\LPSRVVLEOHWRSUHGLFWWKHIXWXUH5HFRJQL]LQJ 
this, eolithic individuals are more inclined to modify their goals as circumstances warrant, 
because they are constantly attentive to the world’s discontinuities and unpredictable 
nature (Clark, 1981). They are always on the lookout for new ways to strengthen their 
RUJDQL]DWLRQ E\ UHFRJQL]LQJ FKDQJH DQG JHWWLQJ LQ IURQW RI LW 7KH\ DUH SUHSDUHG WR WDNH 
advantage of new ideas and opportunities when they present themselves. They embrace 
UDWKHU WKDQ UHFRLO IURP WKH XQFHUWDLQWLHV DQG YDJDULHV RI D ZRUOG LQ ÀX[ 7KH\ DUH QRW 
encumbered by a predetermined strategic plan that tells them what path to take or not take 
on their way to the future. In sum, they are in tune with what Drucker meant when he said,
³,QQRYDWLYHRSSRUWXQLWLHVGRQRWFRPHZLWKWKHWHPSHVWEXWZLWKWKHUXVWOLQJRIWKHEUHH]H´ 
(Drucker, 2001, p. 324). 
Eolithic individuals also tend to think in broader terms than designers. At the University 
RI8WDKIRUH[DPSOHWKH¿UVWDXWKRUZDVDWWKHKHOPRIKLVDFDGHPLFGHSDUWPHQWIRUWKH 
SDVWVHYHQ\HDUV+HUHVLVWHGVWUDWHJLFSODQQLQJ+LVRYHUDUFKLQJJRDOZDVIRUKLVIDFXOW\ 
PHPEHUVWRGRMXVWLFHWRWKHWULSDUWLWHUHVSRQVLELOLW\RIWHDFKLQJVFKRODUVKLSDQGVHUYLFH 
+HLPSORUHGWKHPWREHIXOO\HQJDJHGLQWKHLUZRUNDQGIROORZWKHLULQWHOOHFWXDOEOLVV+H 
did not tell them what to study, what to teach, or how to teach based on a departmental 
VWUDWHJLF SODQ +LV DGPLQLVWUDWLYH VW\OH GURYH VRPH IDFXOW\ PHPEHUV GHVLJQHUV FUD]\ 
ZKLOH RWKHUV RI D PRUH HROLWKLF QDWXUH ZHOFRPHG KLV ODLVVH]IDLUH DSSURDFK EHFDXVH LW 
DOORZHG WKHP WR FKDUW WKHLU RZQ DFDGHPLF GHVWLQLHV +LV DGPLQLVWUDWLYH VW\OH ZDV URRWHG 
in a sense of trust that individual faculty members could and should take responsibility 
for their own learning and a corresponding faith that in doing so they would lead the 
department in desirable, intrinsically rewarding, and sustainable directions. That trust and 
IDLWK SDLG RII KDQGVRPHO\ GXULQJ WKRVH VHYHQ \HDUV OHDGLQJ PRVW UHFHQWO\ WR WZR PDMRU 
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unplanned initiatives that will likely serve the department’s overall goal of maintaining 
itself in a rapidly changing academic environment: collaborating with a new residential 
+RQRUV&ROOHJHWRRIIHULQFRPLQJIUHVKPHQDZLOGHUQHVVRULHQWDWLRQH[SHULHQFHIROORZHG 
E\D VHPHVWHUORQJ OHDGHUVKLS VHPLQDUFXOPLQDWLQJLQ FRPPXQLW\HQJDJHG  SURMHFWVDQG 
an upcoming national symposium focusing on nature’s resiliency-building and restorative 
power for Armed Forces personnel, veterans, and their families. The department stumbled 
upon these opportunities because it was not tied down to a predetermined strategic plan 
dictating what the faculty should or should not be engaged in based on a SWOT analysis. 
As Dustin and McAvoy (1984) concluded so long ago, “in a world of rapid change, the 
eolithic principle’s malleability is appealing. As an orientation to the environment, it seems 
inherently more responsive to changing times. It lacks the stubborn quality associated with 
large psychic investments in the designer’s master plans and blueprints. In terms of goal-
oriented thinking, then, it seems to be a more practical way of looking at the world” (1984, 
S+DZNLQVDGGVWKDWHYHQWKHSURFHVVRIVHWWLQJJRDOVWKHSURFHVVRIGHFLGLQJ 
ZKDW WR FRPPLW RQHVHOI WR LV LQKHUHQWO\ HROLWKLF ³,Q WKH DEVHQFH RI VRPH ZHOOGH¿QHG 
ultimate goal in light of which all other decisions would be instrumental, the individual 
>RURUJDQL]DWLRQ@PXVWFKRRVHDPRQJDYDULHW\RISDWKVWKDWDUHWKHPVHOYHVVXJJHVWLYHRI 
certain ends. By choosing a particular path, a particular direction to pursue, the individual 
>RURUJDQL]DWLRQ@LVFUHDWLQJKLV>LWV@RZQSXUSRVHVKLV>LWV@RZQJRDOV7KLVLVWKHHROLWKLF 
pattern” (as quoted in Dustin & McAvoy, 1984, p. 166). 
Contributions of Systems Thinking 
As we have thought through the pros and cons of strategic planning, we have also 
EHQH¿WHGIURPV\VWHPVWKLQNLQJ$FNRII0HDGRZV$V$FNRIIGHVFULEHGLW 
³6\VWHPV WKLQNLQJ EULQJV VSHFLDO DWWHQWLRQ WR RUJDQL]DWLRQV SXUSRVHIXO 
systems that contain purposeful parts with different roles and functions, and 
that are themselves parts of larger purposeful systems. This focus reveals three 
IXQGDPHQWDO LQWHUUHODWHG RUJDQL]DWLRQDO SUREOHPV KRZ WR GHVLJQ DQG PDQDJH 
systems so that they can effectively serve their own purposes, the purposes 
of their parts, and those of the larger systems of which they are a part. These 
are the self-control, the humanization and the environmentalization problems, 
respectively” (1979, p. 96). 
It is instructive to take a closer look at each of these problems in light of design and eolithic 
thinking along with the promise, or lack thereof, attendant to strategic planning. 
Self-Control 
Designers see the future as a function of carefully laid out action plans. They see 
themselves as engineers dedicated to making sure everything is in its place, there are no 
loose ends, and everything is securely “wired” through proper planning. Controlling the 
unfolding of the future is paramount. Yet as Ackoff observed, “There is a greater need 
for decision-making systems that can learn and adapt quickly and effectively in rapidly 
changing situations than there is for systems that produce optimal solutions that deteriorate 
with change” (1979, p. 98). Strategic plans are attempts to produce optimal solutions to as
\HWXQIRUHVHHQSUREOHPVEDVHGRQSDVWH[SHULHQFHV7KHIXQGDPHQWDOÀDZLQWKLVDSSURDFK 
LVWKDWLWSODFHVIDUWRRPXFKFRQ¿GHQFHLQRXUDELOLW\WRSUHGLFWWKHIXWXUH&RQVHTXHQWO\ 
while strategic planning may be useful for telling administrators what they have to work 
with at a given moment in time, it is not particularly useful for predicting the work they 
should be doing or predicting what the future portends, because the future is largely 
unknown. 
5HFRJQL]LQJWKLV$FNRIIUHDVRQHGWKDW³WKHUHLVQRVXFKWKLQJDVDQRSWLPDOSODQIRU 
RUGHVLJQRIDSXUSRVHIXOV\VWHPLQDG\QDPLFHQYLURQPHQW7KHREMHFWLYHRIVXFKHIIRUWV 
should be to produce systems that can pursue ideals effectively and do so in a way that 
provides continuing satisfaction to the participants” (1979, p. 100). This is the logic of an 
administrative style that encourages employees to follow their bliss and pursue meaningful 
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work that is intrinsically rewarding. It does not obligate them to carry out a strategic plan 
that deteriorates over time. It is also an administrative style that works better for some 
employees than others. Self-propelled, self-guided navigators of their own learning will 
embrace this approach with all of its question marks and uncertainties, because they want 
to be in charge of their own agendas. Those needing more direction (a plan to tell them 
what to do), or those simply uncomfortable with uncertainty, are typically left wanting. 
:KDWLWERLOVGRZQWR$FNRIIFRQWHQGHGLVDIXQGDPHQWDOSDUDGR[³7KXVWKHUHLVD 
FULWLFDO W\SH RI LQGHWHUPLQDF\ LQKHUHQW LQ WKH SDUDGLJP    WR WKH H[WHQW ZH FDQ SUHGLFW 
accurately the behavior of a system of which we are a part, we cannot prepare effectively 
IRULWDQGWRWKHH[WHQWWKDWZHFDQSUHSDUHHIIHFWLYHO\ZHFDQQRWSUHGLFWDFFXUDWHO\ZKDW 
ZHDUHSUHSDULQJIRU´S$FNRIIZDVHFKRLQJZKDW0LQW]EHUJFDOOHGVWUDWHJLF 
SODQQLQJ¶V R[\PRURQLF QDWXUH 3ODQQLQJ LV EDVHG RQ DQDO\VLV RI SUHH[LVWLQJ FRQGLWLRQV 
ZKLOHVWUDWHJL]LQJLVWKHDUWRIV\QWKHVLVLQDQWLFLSDWLRQRIDFKDQJLQJDQGXQFHUWDLQIXWXUH 
They do not go particularly well together.               
Humanization 
Ackoff (1979) also observed that the successful attainment of a purposeful system’s 
JRDOVDQGREMHFWLYHVGHSHQGVRQSDUWLFLSDQWVDWLVIDFWLRQ7KHOHVVRQKHUHLVWKDWSDUWLFLSDQWV 
are more than a means to a purposeful system’s ends. The participants are also ends 
SXUSRVHIXOV\VWHPVZLWKWKHLURZQPHDQVLQPLQGWRUHDFKWKHLURZQJRDOVDQGREMHFWLYHV 
ZKLFKPD\RUPD\QRWEHLQFRQFHUWZLWKWKHODUJHUV\VWHP¶VJRDOVDQGREMHFWLYHV6WUDWHJLF 
planning that is conducted in a top down manner tends to ignore this reality, resulting in a 
plan that is carried out half-heartedly, if at all, by its participants. It is not uncommon for 
strategic plans to die on the vine out of neglect, because the individuals assigned to carry 
RXWVSHFL¿FWDVNVZLWKLQDVSHFL¿FWLPHOLQHWRPHHWPHDVXUDEOHJRDOVDQGREMHFWLYHVVLPSO\ 
DUHQRWPRWLYDWHGWRJHWWKHMREGRQH 
([SODLQLQJ WKLV GLI¿FXOW\ LV ZKDW 6LPRQV  WHUPHG bounded rationality. 
As Meadows (2008) describes it, “bounded rationality means that people make quite 
reasonable decisions based on the information they have. But they don’t have perfect 
information, especially about more distant parts of the system.” (p. 106). In other words, 
SDUWLFLSDQWVLQDODUJHSXUSRVHIXOV\VWHPRIWHQKDYHGLI¿FXOW\³VHHLQJ´WKHELJSLFWXUH7KH\ 
have trouble fully envisioning what the larger system has in mind for itself. Consequently, 
their allegiance, focus, and commitment correspond to their own personal goals and 
REMHFWLYHVDQGWKHLUERXQGHGUDWLRQDOLW\³PD\QRWOHDGWRGHFLVLRQVWKDWIXUWKHUWKHZHOIDUH 
of the system as a whole” (Meadows, 2008, p. 110). Under the circumstances, individual 
behaviors may appear rational, but that is only because they are bounded by an incomplete 
understanding of the larger system’s purposes. So it is in an academic community that a 
faculty member tends not to see what a department chair sees, a department chair tends not 
to see what a dean sees, a dean tends not to see what a provost sees, and a provost tends not 
to see what a university president sees. And so it is in a park and recreation agency that a 
recreation leader tends not to see what a program director sees and a program director tends 
QRWWRVHHZKDWDVXSHULQWHQGHQWVHHV(DFKYDQWDJHSRLQWLVERXQGHGE\DPRUHH[SDQVLYH 
one above it, and in the absence of a common vision, the different levels of purposeful 
systems frequently end up at odds with one another.   
6WUDWHJLF SODQV WKDW UHTXLUH LQGLYLGXDO SDUWLFLSDQWV WR PRGLI\ RU VDFUL¿FH WKHLU RZQ 
agendas to make a larger plan work are thus challenged from the outset. If changing 
conditions do not quickly kill the plan, participant indifference will. This is why it is so 
important for individuals and the larger system of which they are a part to be in agreement 
ZLWK UHJDUG WR JRDOV DQG REMHFWLYHV 7R WKH H[WHQW WKH\ DUH FRQJUXHQW JRRG WKLQJV FDQ 
KDSSHQ7RWKHH[WHQWWKH\DUHLQFRQJUXHQWEDGWKLQJVFDQKDSSHQ,QGHHGLWKDVEHHQRXU
H[SHULHQFH WKDW DOPRVW DOO SHUVRQQHO SUREOHPV DUH D UHÀHFWLRQ RI LQFRQJUXLWLHV EHWZHHQ 
D SDUWLFLSDQW¶V YLHZ RI ZKDW LV LQ KHU RU KLV EHVW LQWHUHVW DQG WKH RUJDQL]DWLRQ¶V YLHZ RI 
what is in its best interest. In the absence of complementarity, the system trends toward 
dysfunctionality (Bresser, 1983). 
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Environmentalization 
$GGLQJ WR WKH FRPSOH[LW\ LV WKH IDFW WKDW SXUSRVHIXO V\VWHPV H[LVW ZLWKLQ RWKHU 
purposeful systems. Like the layers of an onion, each is surrounded by smaller and larger 
V\VWHPV ,Q WKH 8QLYHUVLW\ RI 8WDK H[DPSOH VWXGHQWV IDFXOW\ DQG VWDII DUH SXUSRVHIXO 
systems housed in a larger purposeful system (department), which is housed in a larger 
purposeful system (college), which is housed in a larger purposeful system (health 
sciences), which is housed in an even larger purposeful system (university). Universities 
are part of larger purposeful systems still, including communities, cities, states, regions, 
and a nation. And so it is with the constituent parts making up park and recreation agencies. 
Each system has its own reason for being and pursues its ideals in the form of tangible 
JRDOV DQG REMHFWLYHV 7KH FKDOOHQJH IRU HDFK V\VWHP LV WR FRRUGLQDWH LWV RZQ RSHUDWLRQ 
with the operation of the systems within and beyond itself such that the various systems 
complement and reinforce one another. When things work well the cumulative effects are 
KLJKO\V\QHUJLVWLFLQFOXGLQJRXWFRPHVWKDWFRXOGQRWKDYHEHHQSUHGLFWHGZKHQH[DPLQLQJ 
any one system for analysis. This coordinating task is the responsibility of administrators 
DQG PDQDJHUV ZKR DUH XOWLPDWHO\ UHVSRQVLEOH IRU DQ RUJDQL]DWLRQ¶V FUHDWLYH VWUDWHJL]LQJ 
and not planners, whose primary responsibility is to provide the decision makers with 
XVHIXOLQIRUPDWLRQIRUVWUDWHJL]LQJSXUSRVHV 
Innovation, Creativity, and Thinking without a Box 
2XU UHDVRQLQJ WKXV IDU KDV HPSKDVL]HG WKH VKRUWFRPLQJV RI VWUDWHJLF SODQQLQJ LQ 
preparing for the future, because strategic planning is a form of analysis that relies on past 
and present conditions to predict future events or better control the unfolding of future 
events. The need to control is paramount. But the future is largely unknown, uncertain, and 
beyond our ken (Ackoff, 1983). One cannot prepare adequately for it through analysis of 
past events or present circumstances. One has to learn to think strategically, and an eolithic 
PLQGVHWLVFULWLFDOWRWKDWVWUDWHJL]LQJ 
As Dustin and McAvoy (1984) pointed out, “fashioners of eoliths differ markedly 
from designers in their attitude toward the surrounding environment “(p. 163). Designers 
know what they want and what materials are required to reach their goals. Eolithic 
thinkers do not. They keep an open mind about the ends they are to pursue as well as 
the materials. They are collectors of things that others (designers) have discarded.  They 
NQRZVXFKPDWHULDOVPD\VHUYHSXUSRVHV\HWWREHGH¿QHGRUHYHQFRQFHSWXDOL]HG7KH\ 
UHVSHFWWKRVHPDWHULDOVIRUWKHLUSRWHQWLDOYDOXH(ROLWKLFWKLQNHUVDUHLQWKH¿QDODQDO\VLV 
MXQNPHQ'XVWLQ	0F$YR\%XWMXQNPHQGRQRWRFFXS\DSRVLWLRQRIKLJKUHJDUG 
in the Western world. It is the designers who are admired for their carefully laid out plans 
DQG DWWHQWLRQ WR GHWDLO :LWK UHVSHFW WR FUHDWLYH VWUDWHJL]LQJ RQH KDV WR ZRQGHU LI WKDW 
admiration is not misplaced. 
3HUKDSVWKHFUX[RIWKHPDWWHUUHVWVLQZKDW+DUGLQDQGRWKHUVKDYHFULWLFL]HG 
DV DQ XQEHQGLQJ IDLWK LQ UDWLRQDOLW\ /HQ] 	 /\OHV  DQG WKH VFLHQWL¿F PHWKRG 
(Wildavsky, 1979). If we apply ourselves, surely we have the power to make and carry 
out plans which can shape the form and meaning of tomorrow’s world. And so we commit 
ourselves to the design mentality and discount other more eolithic tendencies favoring 
instinct and intuition. Yet there is mounting evidence to suggest that the left side of the 
EUDLQ ZKLFK OHQGV LWVHOI WR DQDO\VLV PD\ EH LOOVXLWHG IRU FUHDWLYH VWUDWHJL]LQJ ZKLFK 
UHTXLUHVWKHULJKWVLGHRIWKHEUDLQ¶VPRUHLQWXLWLYHDQGV\QWKHVL]LQJSRZHUV+RGJNLQVRQ 
6DGOHU6PLWK%XUNH&OD[WRQ 	6SDUURZ'DQH 	3UDW.KDWUL 	1J 
0LQW]EHUJ). While it is too simplistic to say planners are left brained and strategists 
DUHULJKWEUDLQHG0LQW]EHUJFODLPVJRRGVWUDWHJLVWVWKLQNPRUHKROLVWLFDOO\ 
0DQDJHUVUHYHOLQDPELJXLW\DQGH[KLELWIHZSDWWHUQVLQWKHLUZRUNSUHVXPDEO\ 
because they spend so much of their time operating in the mode of synthesis. 
Likewise, the mysteries surrounding such key aspects of their decision making 
and strategy making processes as diagnosis, design, timing, and bargaining 
VHH 0LQW]EHUJ 5DLVLQJKDQL 	 7KHRUHW  FDQ SHUKDSV OLNHZLVH EH 
H[SODLQHGE\WKHLUUHOLDQFHRQWKHWKLQNLQJ SURFHVVHVRIWKHEUDLQ¶VULJKWPXWH 
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KHPLVSKHUH ZKLFK DUH LQDFFHVVLEOH WR WKH DSSDUDWXV RI ODQJXDJH²LQ RWKHU 
words, lost to analysis. Indeed, the whole nature of strategy making . . . compels 
managers to favor intuition” (1994, p. 319). 
In sum, planning, which relies on analysis of past and present circumstances to prepare for 
IXWXUHHYHQWVIDYRUVWKHOHIWVLGHRIWKHEUDLQZKLOHVWUDWHJL]LQJZKLFKUHOLHVRQV\QWKHVLV 
FUHDWLYLW\DQGYLVLRQIDYRUVWKHULJKWVLGH7RPD[LPL]HSHUIRUPDQFHSDUNDQGUHFUHDWLRQ 
administrators need to fully employ both domains. 
Management Implications 
What, then, are the management implications of the design and eolithic mindsets 
IRU SDUN DQG UHFUHDWLRQ SURIHVVLRQDOV FKDUJHG ZLWK JXLGLQJ WKHLU RUJDQL]DWLRQV LQWR DQ 
XQFHUWDLQIXWXUH"7KHQRYHOLVW)6FRWW)LW]JHUDOGVXJJHVWHGWKDW³WKHWHVWRID¿UVW 
rate intelligence is the ability to hold two opposed ideas in the mind at the same time 
DQGVWLOOUHWDLQWKHDELOLW\WRIXQFWLRQ´S +H PLJKWDVZHOOKDYHEHHQWDONLQJ DERXW 
park and recreation administrators. Strategic planning, for all of its good intentions, has to 
make room for an opposing openness to everything that has been shut out by the strategic 
plan, the opportunities forgone by the deliberate nature of strategic planning itself. As 
0LQW]EHUJ$KOVWUDQGDQG/DPSHOFRQFOXGHGVWUDWHJLHVIRUEHWWHUDQGIRUZRUVH 
VHW GLUHFWLRQ IRU DQ RUJDQL]DWLRQ WKDW RIWHQ FRQWULEXWHV WR DQ RUJDQL]DWLRQDO EOLQGQHVV WR 
potential dangers; focuses effort that can lead to “groupthink”that inhibits peripheral vision; 
GH¿QHV DQ RUJDQL]DWLRQ LQ D ZD\ WKDW VLPSOL¿HV LWV FRPSOH[LW\ DQG OHDGV WR VWHUHRW\SLQJ 
DQG D VXSHU¿FLDO XQGHUVWDQGLQJ RI WKH RUJDQL]DWLRQ¶V ULFKQHVVDQG SURYLGHV FRQVLVWHQF\ 
SUHGLFWDELOLW\DQGRUGHUZKHQVWUDWHJL]LQJUHTXLUHVFUHDWLYLW\LQQRYDWLRQDQGDGDSWDWLRQ 
qualities that thrive on inconsistency, unpredictability, and uncertainty. 
The lesson for park and recreation administrators is clear. Strategic planning should 
EHFRXQWHUEDODQFHGE\DFRQWUDVWLQJHROLWKLFSHUVSHFWLYHWKDWOHQGVLWVHOIWRH[SHULPHQWDWLRQ 
and risk taking on short notice when unforeseen circumstances arise. To position their 
RUJDQL]DWLRQV IRU VXFK FRQWLQJHQFLHV SDUN DQG UHFUHDWLRQ DGPLQLVWUDWRUV VKRXOG EXLOG 
sensitivity, leanness, and nimbleness into their operations that make it possible for them to 
UHVSRQGVZLIWO\WRWKHUXVWOLQJRIDEUHH]H(QVXULQJWKDWWKHLURUJDQL]DWLRQVDUHHTXLSSHG 
ZLWKVXI¿FLHQWUHVRXUFHVWRUHVSRQGTXLFNO\WRQHZRSSRUWXQLWLHVLVSDUWRIWKLVUHDGLQHVVDV 
LVPDNLQJVXUHWKHLURUJDQL]DWLRQVDUHSRSXODWHGZLWKLQGLYLGXDOVZKRDUHH[SHFWHGWRNHHS 
DFULWLFDOH\HRQWKHWDFNWKHRUJDQL]DWLRQVKDYHFRPPLWWHGWKHPVHOYHVWRYLDWKHLUVWUDWHJLF 
plans. As we said at the outset, eolithic thinking is the yin to strategic planning’s yang. 
Park and recreation administrators should entertain both kinds of thinking simultaneously. 
0LQW]EHUJ$KOVWUDQGDQG/DPSHOZHQWVRIDUDVWRVXJJHVWWKDWVWUDWHJLFSODQQLQJ 
has been misnamed all along, that it should have been called strategic programming, a 
SURFHVVWRIRUPDOL]HVWUDWHJLHVWKDWZHUHGHYHORSHGWKURXJKRWKHUPHDQVHJHROLWKLVP 
&UHDWLQJ DQ RUJDQL]DWLRQDO DWPRVSKHUH RI RSHQQHVV DPRQJ HPSOR\HHV LV D FULWLFDO 
aspect of preparedness for change. While it is important for employees to feel part of 
D WHDP WKDW LV ZRUNLQJ WRZDUG FRPPRQO\ DFFHSWHG RUJDQL]DWLRQDO JRDOV DQG REMHFWLYHV 
it is equally important for them to feel comfortable questioning the status quo and 
offering fresh ideas that run counter to an established strategic plan. In an age when new 
information, insights, and perspectives are increasingly available to every individual in the
RUJDQL]DWLRQZKRLVFRQQHFWHGWRWKH,QWHUQHWDQGRWKHUIRUPVRIVRFLDOPHGLDWKHÀRZRI 
information is endless. Fostering employee incentive programs that reward far and wide 
UDQJLQJ OHDUQLQJ ZLWK WKH H[SUHVV SXUSRVH RI HQKDQFLQJ WKH RUJDQL]DWLRQ¶V HIIHFWLYHQHVV 
is a strategic way for administrators to generate creativity and innovation throughout the 
RUJDQL]DWLRQ+LHUDUFKLFDOWRSGRZQWKLQNLQJLVUHSODFHGZLWKPRUHHJDOLWDULDQKRUL]RQWDO 
thinking that results in a greater sense of employee involvement and ownership of the 
RUJDQL]DWLRQ¶VIXWXUH 
It is important to remember that strategy can be interpreted in many ways. For most 
SHRSOHVWUDWHJ\LPSOLHVDGHOLEHUDWHLQWHQWLRQDIRUPDOL]HGSURFHGXUHIRUUHDOL]LQJGHVLUHG 
JRDOV DQG REMHFWLYHV ,W LV IRUZDUG ORRNLQJ GHVLJQ SHUVSHFWLYH %XW LQWHQGHG VWUDWHJLHV 
9 
DUH QRW DOZD\V UHDOL]HG ,Q WKRVH LQVWDQFHV LW LV DOVR LQVWUXFWLYH WR ORRN EDFN LQ WLPH WR 
GHWHUPLQHZKDWWRRNWKHSODFHRIWKHXQUHDOL]HGLQWHQGHGVWUDWHJ\:KDWHOVHHYROYHGDVD 
ZD\RIGRLQJWKLQJV"0LQW]EHUJ$KOVWUDQGDQG/DPSHOGHVFULEHWKLVDVHPHUJHQW 
strategy, a step-by-step or decision-by-decision unfolding of events that eventually reveals 
DQ XQLQWHQGHG GHVLJQ ,W WRR LV D IRUP RI VWUDWHJL]LQJ DQG GHPRQVWUDWHV WKDW VWUDWHJLHV 
can form as well as be formulated (eolithic perspective). Seldom are strategies purely 
deliberate or emergent in nature. Rather, strategies typically unfold as a blend of intended 
and emergent factors. This is yet another way to think about the yin and yang of design and 
eolithism as orientations to park and recreation administration. 
Granted, the deliberate nature of strategic planning is appealing. But as we 
KDYH HPSKDVL]HG LW DOVR KDV DQ XQDSSHDOLQJ VLGH ,QNSHQ DQG &KRXGKXU\  HYHQ 
FKDUDFWHUL]HG WKH DEVHQFH RI VWUDWHJ\ DV YLUWXRXV EHFDXVH WKH IRUPDOL]HG SURFHGXUHV DQG 
FRQFHUQ IRU FRQVLVWHQF\ LQKHUHQW LQ VWUDWHJLF SODQQLQJ RIWHQ LQKLELW H[SHULPHQWDWLRQ DQG 
innovation, qualities that are critical to adapting successfully to a rapidly changing world. 
Again, complementarity is called for between the opposing tendencies represented by the 
design and eolithic perspectives. Determining how best to reconcile these two different 
orientations to park and recreation administration is a daunting challenge. Achieving that 
UHFRQFLOLDWLRQKRZHYHUZRXOGEHWKHPDUNRID¿UVWUDWHSDUNDQGUHFUHDWLRQDGPLQLVWUDWLYH 
intelligence. 
Conclusion 
In many respects, what we have been talking about is how to address what Rittel and 
:HEEHU  ¿UVW GHVFULEHG DV ³ZLFNHG SUREOHPV´ :LFNHG SUREOHPV DUH GLI¿FXOW RU 
impossible to solve because of their incomplete, contradictory, and changing requirements 
WKDW DUH RIWHQ GLI¿FXOW WRUHFRJQL]H VXFK DV DQ XQFHUWDLQIXWXUH &RQNOLQ :LFNHG 
problems defy traditional linear problem-solving techniques like strategic planning because 
WKH\DUHIUDXJKWZLWKVRFLDOHQYLURQPHQWDOWHFKQRORJLFDODQGHWKLFDOFRPSOH[LWLHVWKXV 
contemporary approaches to working on wicked problems center on coping strategies that 
require social and interpersonal cooperation. Wicked problems are no stranger to park 
and recreation administrators and dealing with wicked problems requires considerable 
PDQDJHULDO FUHDWLYLW\ LQQRYDWLRQ DQG WKLQNLQJ ZLWKRXW D ER[ 0LQW]EHUJ  7KLV
UHTXLUHPHQW LQ WXUQ GHPDQGV DGPLQLVWUDWLYH ÀH[LELOLW\ DQG D ZLOOLQJQHVV WR FKDQJH 
(Chakravarthy, 1982). An eolithic mindset helps.      
In concert with Dustin and McAvoy’s conclusions 30 years ago, we believe an 
eolithic perspective should constitute a primary frame of reference for park and recreation 
DGPLQLVWUDWLRQ +DYLQJ GLVFRYHUHG D JRDO WKH GHVLJQ PHQWDOLW\ VWUDWHJLF SODQQLQJ RU 
programming) can be applied to determining how best to reach it, but the design mentality 
itself should not be allowed to overpower the eolithic mentality. Goals should continually 
EH H[DPLQHG DQG DGMXVWHG DV FRQGLWLRQV ZDUUDQW 0DWHULDOV VKRXOG EH UHVSHFWHG IRU WKHLU 
potential as well as their present value. The future is open-ended and full of possibilities. 
Eolithic thinkers are open-minded and ready to take advantage of those possibilities. 
Therein resides the value of an eolithic perspective on park and recreation administration. 
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